There is a well-documented tension in many nonprofits -particularly those seeking government contracts or working in areas that compete with the private sector -between the institutional logics of business-market and nonprofit-mission. This paper presents a case study of a century old Swedish nonprofit. It suggests that in the presence of competing hybrid logics, organizational actors respond according to the logic to which they are drawn ideologically. Logic salience as a concept is proposed and its three categories are identified to delineate which type and degree of salience individuals hold towards market logic, mission logic, or towards both. The findings indicate that logic salience can enable or constrain any of the hybrid goals and can provide some explanation as to how or why certain organizational responses that do not represent the collective come about as organizations are wedged between competing logics. Considering the increasing role of nonprofits in the delivery of public services, relevance to research and policy is also highlighted.
Introduction
The idea of making the public sector more efficient, economical and effective (Lapsley 2008) by outsourcing its services to actors such as nonprofits makes a hybrid set-up (Battilana and Lee 2014) attractive for donors, policy-makers and practitioners (Lapsley 2009 ). Hybridity generally describes the combination of elements perceived as detached from each other, and has led to many debates around it covering various research topics (Schmitz and Glänzel 2016) . These include debates on contracts and partnerships between markets and hierarchies (Ménard 2004); a combination of public and private elements (Emmert and Crow 1987) ; or a combination of economic and social features (Schmitz and Glänzel 2016) . The latter hybrid defined as "nonprofit social service organizations that combine business enterprises with a social purpose mission" (Cooney 2006, 145) , is of particular interest here. Weisbrod (1998, 165) raised a dilemma that nonprofit organizations (NPOs) need to confront, namely how to balance their quest for social missions with financial constraints when additional resources are available from sources that would distort such missions. It is argued that the increasing pressure to contain costs and to generate revenue in competition with private enterprises could compromise nonprofits' ability to pursue social missions (Weisbrod 1998) and hamper holistic tailoring of services to client needs (Almog-Bar 2018).
NPOs pursue a mission (Ebrahim, Battilana, and Mair 2014) and adopt market's approaches and values to sustain themselves (Weisbrod 1998 ); more generally, this is how the social enterprises work (Eikenberry and Kluver 2004) . Typically, social enterprises are organizational hybrids that experience conflicts between market and mission logics. The number of these hybrids are also increasing (Mair and Noboa 2003) . While institutional scholars have attempted to understand organizational responses to mission-market conflicts (e. g. Sanders 2012; Ebrahim, Battilana, and Mair 2014; Skelcher and Smith 2015) , how organizational members experience these conflicts and enact individual responses has received lesser attention (Pache and Santos 2012) .
The institutional logics approach offers a theoretical basis for explaining hybridity, where the actor dimension is brought into the analysis (Skelcher and Smith 2015) . An institutional logic is defined as "the socially constructed, historical patterns of material practices, assumptions, values, beliefs, and rules by which individuals produce and reproduce their material subsistence, organize time and space, and provide meaning to their social reality" (Thornton and Ocasio 1999, 804) . Competing institutional demands force organizations and their actors "to devise responses that may deviate from plain compliance" (Greenwood et al. 2011; Santos 2010, 2012) . This includes decisions on hiring staff, which is the focus of this paper.
Hybrid organizations operate under conditions of institutional complexity (Greenwood et al. 2011) . Conflicting institutional demands may differ depending on the means or courses of action they prescribe or the ideological goals they deem legitimate (Pache and Santos 2010) . Ideology is "any system of meaning that couples assertions and theories about the nature of social life with values and norms relevant to promoting or resisting change" (Oliver and Johnston 1999, 7) . Ideologies are conceived as "shared, relatively coherently interrelated set of emotionally charged beliefs, values and norms that bind some people together and help them make sense of their worlds" (Trice and Beyer 1993) .
Among the few studies dealing with actors' inclination to a particular logic is Pache and Santos' (2012) study where a model predicts individuals' responses to competing logics as a function of their degree of adherence to each of the logics. However, it does not explicitly tackle individual logic inclination as a possible enabler of organizational responses -namely how the talk that is supposed to represent the collective is translated into action in the presence of multiple logics. To address this gap and focus more explicitly on the individual level of analysis and the role of agency, I investigate how organizational members make sense of conflicting logics and enact individual responses (Pache and Santos 2012) . This paper proposes the concept of logic salience for examining how individuals respond to logics in a hybrid context. Logic salience refers here to the inclination of any individual or group of individuals towards a particular logic to which they are drawn ideologically. Inasmuch as individuals comprise organizations, the part they play is an important link in ascertaining the role of their logic salience in organizational responses. A case study of a century-old Swedish nonprofit is presented to answer the question: how does individual logic salience influence the responses of nonprofits to hybrid goals?
The findings suggest that individual logic salience can condition organizational responses, that either enable or constrain the achievement of the double mandate of market and mission logics. This gives nonprofit leaders a way to understand how their organizational constituents make sense of, and respond to, competing logics tied to whatever goals they seek to achieve. It also shows how the policy around funding allocations and outsourcing of public services affects nonprofits' exposure to competing logics. This paper is organized as follows: First, a conceptual framework is provided, including a review of institutional influences on hybridity, organizational challenges in managing multiple logics, and the relevance of logic salience to organizational responses and in finding coherence between what organizations do and who they are (how an organization 'walks the talk'; Pager and Quillian 2005) . Next, the research methods, findings and discussion of results are presented. The paper concludes by considering the policy relevance of the findings and a future research agenda.
Institutional Influences
The concept of hybridity in organization studies starts with the premise that organizations do not emerge independent of the external environment (Battilana and Lee 2014) . Under environmental uncertainty an organization typically attempts change by mimicking the behaviour of other legitimate organizations as institutional theory suggests (DiMaggio and Powell 1983) . The public sector's increasing adoption of market values to guide policy creation and management exemplifies this phenomenon. The decreasing public funding for social services that outpaced the availability of charitable funding generated growing demand for private social programs and the embrace of New Public Management (NPM) (Lee 2014) . However, NPM has been criticized for its adherence to the application of business-like approaches to public policy implementation and services delivery despite increasing evidence of its inapplicability (Flynn 2002; Rhodes 1997) . This line of criticism led to a new approach in the early 2000s called New Public Governance (NPG) that posits a plural state where multiple interdependent actors contribute to the delivery of public services, and a pluralist state where multiple processes inform policy-making (Almog-Bar 2018, 344) .
NPG emphasizes the strengths nonprofits can contribute to public services delivery (Salamon and Toepler 2015) considering their proximity to distinctive user groups, expertise in mobilizing volunteers, their promotion of social values, and a sense of community and activism (Bode and Brandsen 2014; Pestoff and Brandsen 2010) . This arrangement can lead to nonprofits' overdependence on government, a change in their distinctive roles and contributions as members of civil society, including their bureaucratization and over-professionalization (Almog-Bar 2018) . In this paper, professionalization generally refers to an organization's increasing focus on quality assurance and efficiency in managing operations and service delivery. This professional management, or managerialism, according to Leung (2002, 63) has "become a dominant ideology" with a pronounced focus on efficiency where there are clear objectives and strategies, performance indicators and outcome measurement. Efficient coordination of activities within organizations is therefore believed to be necessary through professional managers knowledgeable in management techniques (Srinivas 2009 ), creating expectations for civil so-ciety to act according to managerialist principles or to be business-like (Meyer, Buber, and Aghamanoukjan 2013) . Evans, Richmond, and Shields (2005) argue that the commercialization of nonprofit service providers has strained organizational capacity and moved them away from a community-oriented focus towards a "business model". Promotion of market mechanisms to shape social policy (Means, Morbey, and Smith 2002) allows the state to introduce competitive tendering and contracting in order to achieve greater efficiency and redistribute risks away from the government (Walsh 1995) . Hence the policy governing outsourcing of service provisions and funding structures which some argue causes tension (Billis 2010) , plays a major part in the evolution of the nonprofit sector from its traditional role, into becoming increasingly market-oriented and subject to mission drift.
A market is "an arena where commercial dealings are conducted" with an exchange between products/services and money, and with profitability as main goal (en.oxforddictionaries.com). A market logic has generally been diffused in social life, such that the market "contributes to individualism and more shallow interpersonal relations (…)" (Aspers 2011, 59) . In such a view, competition, combined with the value of money, particularly when every other value was reduced to money, profoundly affects social life (Aspers 2011, 62) . The goals associated with business ventures involve market success and profitability measured by specific, quantitative and standardized metrics and address a narrower stakeholder-group such as owners and investors (Jensen 2002) .
However, a mission -"a strongly felt aim, ambition, or calling" enacted by people or organizations with the 'common good' as (the) main goal rather than economic gain (en.oxforddictionaries.com), is associated with goals that aim to make a difference to diverse stakeholders that include employees, beneficiaries, communities, and families (Grimes 2010; Haigh and Hoffman 2012) . These involve qualitative, ambiguous, and non-standardized metrics (Ebrahim and Rangan 2010; Epstein 2008) , for example well-being of individuals seeking employment, making evaluation, progress measurement and comparison of social missions challenging (Smith, Gonin, and Bescharov 2013) .
The contradictory goals, metrics, and stakeholders thus create several conflicting demands and tensions in organizations employing the social enterprise model where profit (market) and nonprofit (social mission) logics are combined.
Organizational Challenges in Managing Multiple Logics
What constitutes success and failure instantiates organizational challenges in managing multiple logics especially if success in one area is considered failure in another. This is exemplified in Jay's (2013) analysis of the Cambridge Energy Alliance, a hybrid organization in a public-private partnership that combines the dual logics of public and client service to promote energy efficiency as a solution to climate change. Jay's findings indicate that as members take actions to achieve the mission and later interpret the outcomes of those actions, they discover that some outcomes are ambiguous and paradoxical: the outcomes of the energy efficiency work are successes when viewed through the lens of a public service logic because it advanced city-level climate goals, but failures if seen through the lens of a client service business logic as it did not draw revenue. This type of study suggests that hybrids grapple with competing demands (Pache and Santos 2010) , and organizations may experience internal conflict (Battilana and Dorado 2010) and an inability to solve complex problems (Kraatz and Block 2008) .
Hybridity and Institutional Logics
The increasing adoption of market-based principles by NPOs (Weisbrod 1998 ) has led to marketization (Eikenberry and Kluver 2004) and rationalization of the social sector over the past few decades (e. g. Smith and Lipsky 1993) . Organizational hybrids, defined as formal organizations that embrace profit and not-for-profit components, which entail a clash in institutional logics (Mair and Noboa 2003) , have become increasingly common. To achieve financial sustainability through market activities while maintaining social goals, these hybrids experience a clash between "output legitimacy" and "normative legitimacy" (Nevile 2010) .
New advances in research concerning hybrid organizations have centred on social enterprises that blend aspects of business and charity (Jay 2013; Pache and Santos 2012) of which microfinance organizations (Battilana and Dorado 2010) and work integration social enterprises (Dees 2001; Mair 2010) are examples. Skelcher and Smith (2015) argue that the public administration and nonprofit literatures have under-theorized the hybridity concept; indeed the theory of hybrids still lacks a clear conceptual foundation that can explain what it is that creates a hybrid, if different hybrid forms emerge in different situations, and if so what the consequences are. Hybrids pose interesting conceptual questions for institutional theory because they challenge the notion that organizations duplicate a single consistent institutional template to gain legitimacy and support from external institutional actors (DiMaggio and Powell 1983) . This schism reinforces the importance of asking why certain organizational actions come about in a hybrid context. Nonprofit actors are not usually trained to operate with a business orientation (Germak and Singh 2009) indicating strong internal process values and non-economic interests. The literature (e. g. Evers 2005; Mullins 2006; Binder 2007 ) provides significant insights into the effects of contracting the delivery of public services, especially on the tensions felt within nonprofits between servicing government's requirements and maintaining the original social mission (Skelcher and Smith 2015) . However, in the Nordic countries, the context of this paper, the extent of the effects of this new business orientation on the traditional understanding and function of civil society/third sector remains unclear (Wijkström and Zimmer 2011).
Institutional theorists have studied over the past few decades the role logics play in shaping actors' beliefs and practices (Dobbin 1994; Thornton and Ocasio 1999) and have provided a link between institutions and action, where institutional logic is an important concept for understanding organizational fields (Friedland and Alford 1991; Thornton and Ocasio 2008) . Institutional logics are accepted social prescriptions that represent shared understandings of what constitutes legitimate goals and how they may be pursued (Scott 1994) . These logics give identity and meaning to actors as well as guide action and decision-making. Tensions between logics provide actors with space to elaborate or manipulate their cultural and material resources hence transforming identities, organizations or society (Thornton and Ocasio 2008; Greenwood et al. 2010) .
The above discussion reflects a growing contemporary research interest in hybridity and associated tensions, although there is a long history of relevant studies (e. g. Schuster 1998; Elsbach and Kramer 1996; Dunleavy and Hood 1994; Gagliardi 1986 ). As hybrid organizations deal with competing external demands (Pache and Santos 2010) and internal identities, their capacity to solve complex problems can be undermined if change leads to the collapse of hybridity and dominance of one logic (Kraatz and Block 2008) at the expense of another. Indeed it is argued that logics can simultaneously constrain and enable action (Waldorf, Reay, and Goodrick 2013) . Battilana and Dorado's (2010) study of commercial microfinance organizations exemplifies how logics in a hybrid context are managed and shape organizational action. One of the studied organizations hired individuals without working experience, in order to easily strike a balance between the logics of development and banking. The hiring decision nudged organizational action in the desired direction by helping to ensure that the organization would not deviate from its mission of serving the poor by moving to larger loans or getting higher loan delinquency. Alternatively, the organizations studied by Pache and Santos (2013) selectively coupled intact elements prescribed by each logic, enabling them to project legimitacy to external stakeholders, and avoiding having to explicitly decouple or compromise the logics.
What these studies have in common is the management of contradiction, approached in different ways, a phenomenon echoed in the present study. However, we need to move beyond the management of tensions between logics (cf Pratt and Foreman 2000) and also account for how the inclination of individuals to embrace a particular logic informs certain decisions, especially when there is evidently a collective acknowledgement of the comparable importance of multiple logics in a hybrid context. Here the role played by individuals in responding to institutional prescriptions within organizations become central.
Logic Salience and its Relevance to Organizational Responses
Organizational members in nonprofits increasingly struggle to make sense of, and come to terms with, who they are in relation to what they do (e. g. Gagliardi 1986; Elsbach and Kramer 1996) . A decision to adopt new practices may encounter significant resistance when individuals believe there is a conflict between a new practice and the organization's identity (Gawer and Philips 2013) . How individuals respond to embeddedness in competing logics reflects these actors' roles in making sense of, interpreting, enacting or resisting institutional prescriptions within organizations. Pache and Santos (2013) argue that the latitude for individuals to exercise some degree of choice is created through the availability of competing models of action. These antagonistic demands challenge the taken-for-granted character of institutional arrangements; they make individuals "more cognizant of alternative actions and require them to choose what logic to obey, alter, ignore or reject, in order to satisfy not only their identities but also their organizational legitimacy needs" (Pache and Santos 2010, 12) .
Responses thus become more difficult to anticipate when individuals operate in environments embedded in mutiple competing logics because complying to one logic may signify defying the other (Pache and Santos 2013) . Many factors influence decisions and decision-making processes, such as past experiences, an increase in commitment and deteriorating outcomes, individual differences that include age and socioeconomic status, and a belief in personal relevance (Dietrich 2010) . How individuals enact strategic decisions is influenced by their cognitive capacities (Gavetti 2005) , and/or inertial and path-dependence properties (Argote, Beckman, and Epple 1990; Szulanski 1996) . Responses may also depend on their interpretations often shaped by a single logic (Greenwood et al. 2011) , through education and work experience or membership in a given society (DiMaggio and Powell 1983; Thornton, Ocasio, and Lounsbury 2012) , or their identification and degree of adherence to logics (Pache and Santos 2012) . Such identification and adherence to each of the competing logics in turn is likely to drive how they respond to competing templates for action. The present paper investigates one possible way of gauging how some organizational actions come about, namely how individuals' logic salience influences organizational decision-making.
Organizational decisions are arguably influenced by actors who bring to the decision process their interpretation of priorities and preferable outcomes (Chung and Luo 2008; Ocasio 1997) . The structural division of labour within an organization creates intra-organizational communities with connections to field-level occupational communities and are "quite likely to differ in their awareness of, and receptivity to, institutional pressures" (Delmas and Toffel 2008, 1032) . The process of decision-making includes reasoning from general goals and values and responding to external forces (Brunsson 1990) . We could well connect this to how individuals' images of work organization shape the strength of their identification with the organization. According to Dutton, Dukerich, and Harquail's (1994) model, there are two key organizational conceptions, one is based on what a member believes as distinctive, central and enduring about his/her organization (i. e. internal values), and the other based on a member's beliefs on what outsiders (i. e. external forces) think about the organization. The members then appraise the appeal of these conceptions by how well they preserve the continuity of their self-concepts, if they provide distinctiveness, and whether they enhance self-esteem.
With this juxtaposition of identification conceptions, we can assume that individuals develop their salience to a particular ideology, value, identity, and sense of belonging. Ideology provides a set of organized categories individuals use to process and integrate incoming information from the external environment (Hymes 1986 ) and ideological identification is said to be one of the strongest and most consistent on issue attitudes (Jacoby 1991). Inasmuch as ideological identification in a political context represents an individual's perception of his/her position along the liberal-conservative spectrum (Jacoby 1991) , a similar perception can be assumed to represent individuals' ideologies and values they identify with along the market-mission logics continuum.
I argue here that in the presence of competing logics, organizations respond according to the logic their members identify themselves with the most, based on the ideological preferences they hold. These ideological preferences are manifested by actors exercising agency as they make sense of the relationship with the normative expectations of an institutional logic and the organizational context they are in (Skelcher and Smith 2015) .
The concept of "institutional work" highlights the interaction between agency and institutions. An institutional work perspective attends more closely to practice and process than to outcome; "it addresses the "why" and "how" instead of the "what" and "when", as actors respond to pressures from many different institutions locally, creatively, incrementally and more or less reflexively" (Lawrence, Suddaby, and Leca 2011, 57) . A similar line of reasoning to redress the neglect of the role of actors is reflected in the institutional logics approach.
Logic salience as a concept can help explain why certain actions are taken within an organization when actors are wedged between logics and grapple with competing external demands (Pache and Santos 2010) and internal organizational peculiarities (Kraatz and Block 2008) . The findings reported below reveal that although there is a general recognition of the comparable importance of market and mission logics, one of the three identified logic salience categories can become more pronounced through the organization's expansion and hiring decisions that favour hires with a stronger market orientation, revealing an ideological preference for market logic.
Although the process of decision-making includes reasoning out from internal values and response to external forces (Brunsson 1990) where institutional pressures are interpreted, given meaning and "represented" by occupants of structural positions (Greenwood et al. 2011, 342) , logic salience does not exclude or downplay the roles of those in a weaker position. Indeed logic salience helps us understand why certain decisions emerge, that do not represent the collective will. In particular, oppositions to such decisions are a manifestation of logic salience of individuals who may or may not be holders of formal authority. Logic salience, within and between hierarchies, is therefore agentic and a representation of individuals' sense-making and interpretation of institutional logics.
Research Methods
Skyddsvärnet is a century-old nonprofit organization built on idealism with a vision to prevent crimes and social exclusion, promote advocacy and develop social work, while aiming to support individuals to increase their ability to use own resources to become functioning citizens. From Skyddsvärnet's start in 1910, the structure and processes in care, surveillance and personal investigation of offenders were developed over a period of 30 years. This program was taken over by the Swedish state in 1942 and marked the start of the state-owned probation system. Skyddsvärnet used to be financed through public funding that ceased in the 1990s, hence the organization had to embrace the market to survive and operate in an increasingly commercial environment. Instead of government funding, Skyddsvärnet chose to sell its services for vulnerable target groups by contracting with various government institutions, competing with other nonprofit and private organizations. Although a nonprofit built on idealism, Skyddsvärnet considers itself as a self-financing 'business'. Its services include work integration through social enterprise, accommodation for individuals with psychosocial issues, and services for former substance users, unaccompanied minor refugees, and those who are under protection program (interviews; homepage).
To stabilize its financial standing Skyddsvärnet has resorted to an aggressive commercial expansion resulting in internal changes that have included increasing professionalization in order to retain and strengthen its market position, and to which a high degree of staff turnover can be attributed. The latter paved the way for recruiting new staff with greater competencies outside the nonprofit area, namely those with business (and also public sector) backgrounds (see the section on Expansion and Staff Hiring, and Table 1 ). During the fieldwork for this paper, Skyddsvärnet had eighty regular employees and thirty hourly-paid employees. It was in the midst of expansion to include the Scania region in its set of service provision agreements with over a hundred municipalities in Sweden (Annual Report 2015). This expansion gathered real momentum a few years before 2015 and the intention was to continue to increase and develop its operations (Skyddsvärnet's blog 2012). "In 2016, we will start up new activities such as Youth Housing and SAFE Botkyrka, as well as expanding family care geographically" (Director, Skyddsvärnets Annual Report 2015).
Skyddsvärnet was selected as a case of study (Eisenhardt 1989 ) based on the anticipated opportunity to learn (Stake 1995) how hybrid logics play out in a nonprofit context, especially when there is a pronounced acknowledgement of the logics' comparable importance for the organization. 
Data Collection and Analysis
A qualitative research design based on semi-structured interviews is employed to explore the meanings that interviewees attach to issues and situations (Easterby-Smith, Thorpe, and Lowe 2002). The intention is to illustrate how individuals respond to the competing prescriptions of market-mission logics (Greenwood et al. 2011; Thornton, Ocasio, and Lounsbury 2012) . The fieldwork started with a non-participant observation of a management meeting on August 24, 2015 in Skyddsvärnet's office, Stockholm, followed by thirteen semi-structured interviews (see Table 1 ). Four members of the management group were interviewed face-to-face in Skyddsvärnet office after the observation. The interviews with the remaining two members of the management group, two former employees, four board members including the Board Chair, and the former Director of Skyddsvärnet were conducted over the telephone on different dates in late summer/fall 2015. The choices of interviewees and types of interview questions were guided by what I noted during the meeting in the non-participant observation stage. That meeting ran smoothly until the word 'professionalization' was mentioned by a respondent named below as Section Manager #1. The conversation came to a halt suddenly, only to be resumed by moving on to another topic. I saw this brief reaction as a 'mystery' (Alvesson and Kärreman 2007 ) that sparked the start of my inquiry into how the respondents made sense of, and responded to, the demands of running, in effect, a commercial business while upholding their mission/vision. I asked several introductory questions in the interviews, ranging from the respondents' background, work description, to the organization's goals and challenges. The notion of professionalization facilitated the progression of interview questions, allowing connections to be made among the respondents' views on the challenges of working with organizational change. Such change included expanding their services and entailed working professionally and effectively in order to improve profitability and quality. In turn, this conversation led to further questions such as "what is your work strategy?", "why do you think there is resistance?", "what differentiates you (the organization) from mainstream business?". The exchanges then led to rhetorical questions on how respondents address their mission: "why are we here?", "what do we do?" and "how do we do it?", including topics such as their values and goals as a nonprofit.
The interviews varied in length but took an average of 48 minutes, and were all recorded, transcribed, and analyzed. The management group and the former employees comprised the main set of interviewees, while the interviews with the Board members and former Director were drawn upon for the purpose of supplementing the notes taken and enriching the insights obtained from the principal set of interviewees. A review of available documents namely annual reports, blogs and Skyydsvärnet's centennial book (Engström 2010 ) was undertaken to provide some degree of information cross-checking. Email correspondence with respondents was also used whenever clarification was needed.
The analysis began with the transcription phase in which the recorded interview materials were played and replayed and the written texts were read and reread (Ryan and Bernard 2003) . After transcription and before coding, the texts were translated from Swedish to English, a process that provided further interaction with the data. In the first stage of coding and analysis, I formed and tabulated general themes that include Funding, Tension, Strategy, Professionalization, Marketization, Values, Nonprofit, What Makes Skyddsvärnet Different?, Public Procurement/ Tendering, Measurement of Success. In the second coding stage I opted for a rather basic tool of cut-and-paste, where I literally cut the sentences and paragraphs from the printed themes and re-organized them in such a way that the origin of the statements could only be traced by going back to the tabulated themes. Through theory and data iteration (Hyde 2000) , I then created temporary working subthemes (see Table 2 ) that were regrouped (Rennstam and Wästerfors 2015) and became the basis for the reduced themes considered in the findings section. 
Tension Strategy/Decisions Professionalization Marketization Values/Mission Nonprofit
This sub-theme provides a lot of insights as to how the respondents perceive the challenges as well as the opportunities in embracing market demands in order to finance the organization.
The strategy includes the organization's vision of becoming bigger, effective and financially stable which can be achieved through the decision to expand and the recruitment of competencies outside NPO/more businessoriented.
Making the procedures and structure effective are part of professionalizing the organization, which is necessary being a market actor.
Adapting to the demands of the market is regarded as a must otherwise they can not compete, generate income, and survive. This is used as justification for the market logic (expansion and recruitment of more businessoriented staff).
The organization's values (and history, ideology and mission) are regarded as equally important as their economic goals. These are also used to establish the "we" and "they" and their corresponding identification to/between the market-mission logics.
The respondents link the values, goals and distinctive characterstics of nonprofit (organization or sector) to their own values as an organization. Table 2 shows the reduced number of themes from 10 themes in the first coding to 6 in the second coding, and what these themes are about in general terms.
I did not delve into details on how the respondents' background and length of tenure, etc. (for a relevant study see Pache and Santos 2012) affect or form the respondents' logic salience; rather, these data were helpful for understanding the context. The role of positional power (French and Raven 1959) and the role of organizational identification through internal values/ideology and response to external forces (Dutton, Dukerich, and Harquail 1994) in developing logic salience were given primary attention. This is because logic salience is thought to influence certain decision-making behaviors (see Table 2 , columns Strategy/Decisions and Values/Mission where I derived the link between decision-making and logic salience/identification). Figure 1 highlights and summarizes the perceptions the respondents hold when confronting market-mission logics. This gives us an idea how the logic saliences differ from each other, although there is a general acknowledgement of the importance of both logics. The data indicate that the perceived environmental threats (i. e. the public funding cessation) necessitated internal responses (i. e. professionalizing their work and adapting to the demands of the market through the expansion and recruitment decisions) resulting in some dilemmas and tensions.
Findings

Figure 1:
A selection of empirical excerpts that synthesize the different categories of individuals' logic salience, along the same market-mission logics spectrum.
The Common Talk: Comparable Importance of Market and Mission Logics
The interviewees expressed awareness of the organization's intention and efforts to expand. " … So you need both sides to find a balance, it's yin and yang; what you want to achieve in the social work by growing and developing an existing organization" (former employee #2). This shows acknowledgement that the organization needs to be a market player and at the same time be guided by its nonprofit values and foundation. Although the logics are sometimes regarded as competing (Mair and Schoen 2007; Cornforth 2014) , the reference to yin and yang by this respondent suggests they are two sides of the same coin, where a balance is considered as necessary (for a similar argument, see Sanders 2012). This need for balance is aptly expressed by Section Manager #2, where the effects on their values, assumptions and beliefs that define institutional logics (Thornton, Ocasio, and Lounsbury 2012) can be discerned: "We need to be conscious that we operate in the market sphere so that we don't become what we don't want us to become. Instead we still keep our distinctive character". The main set of interviewees are in agreement on the importance of being part of and operating within the market while keeping their nonprofit values. For Skyddsvärnet "it's best being both the society's voice and as a service provider otherwise it cannot survive" (Director) as "society today does not allow any other choice" (former employee #1). Moreover, "the market makes progress and development [of Skyddsvärnet being an NPO] more feasible" (Personnel and Office Manager: hereafter PO Manager), and both aspects are needed to find a balance; "knowing what you want to achieve in the social work by growing and developing an existing organization" (former employee #2).
Despite this apparent common understanding, the statements reveal the individuals' logic salience which are categorized here according to the strength of their logic affiliation. The expansion's speed, scale and the approach used are the cause of disparity, and have thus affected the personnel situation and the consequent hiring decision. "I think it's both yes and no [on having consensus as to the path Skyddsvärnet was taking]. I think it's very clear what we want, both to be humane and work with quality and to grow. There may be disagreement, sometimes some think that the growth is going too fast and some think it's going too slow (…); yes, you can lose the quality, you start to let go of quality to make it fast …" (Board Chairman).
The categories (Figure 1 ) indicate varying degrees of individual inclination to a particular logic, along the same market-mission logics spectrum. However, being identified here for instance as belonging to Logic Salience A means that such salience to the market logic is stronger, and does not necessarily mean that the respondent (or respondents under that category) has total apathy -rather has a weaker salience -for the other logic. 1 The data reveal that some actors are for the expansion without reservation (suggesting a stronger market logic salience: A), some have reservations (intermediate/somewhere-in-between: B) , and some are more negatively-predisposed (stronger mission logic salience: C), as Figure 1 highlights. Moreover, as presented later, the stronger market logic salience has a bearing in the decisions concerning not only the expansion but also the consequent need to hire new staff with a stronger business-orientation.
The Battle of Ideologies
Confronting Multiple Logics
Some of the respondents associate market activities with money or profit, and other respondents associate resistance to commercialism with idealism, whereby the former is reflected in the decision to expand and recruit staff with greater orientation towards professional management and business. Through this contrast, the ideology that underpins the respondents' salience becomes evident and provides key insights into how logic salience influences the management of tension and consequent decision-making.
Logic Salience A
Quite bluntly in making sense and bringing the point across, the Director says: "The common public perception that business in the third sector is ugly is becoming irritating. Nonprofit is about how you manage the profits and what the values stand for. Not everybody understands who you are I suppose". In addition, how they produce these profits can be attributed to how they make their processes effective, and by implication produce the profits that the Director refers to, can be discerned here:
If I use 25 % each to help two [persons] and do it right instead of 100 %, then I have time to help two more. This is management, it is about having overview how you work and it's about methods, understanding finance and processes. (PO Manager) According to the Director, unguaranteed room/bed occupancy from the government heightens the risks for NPOs of losing profits: "We listened to the Kriminalvården 2 that wanted housing facilities for women offenders so we bought and furnished a huge house, but never got placements". In its aim of becoming more effective, they realized that they need to be "more restrictive in opening projects that are unprofitable" (Director). These statements, although touching upon both the business and nonprofit values, suggest a justification for the business and professional management component and can be construed as possessing stronger salience to the market than the mission logic.
Due to the increasing financial focus, hence the expansion, many employees left the organization. According to former employee (#1): "I left because I am done with Skydssvärnet" as there was more control on how much money that came in and a lot more thought given to money: "you think more of economy … you think purely economic sort of". Although this shows that the respondent adheres to Logic Salience C, the same statement reinforces Logic Salience A where Skyddsvärnet's decision-making favours a stronger economic or market logic.
Logic Salience B
The organizational members recognize the need to be constantly conscious that they operate in the market sphere and must keep their distinctive character so that "we don't become what we don't want us to become" (Section Manager #2); referring to the organization [we] as a collective, they reveal an intermediate salience position.
The idea that it's a nonprofit association, the humanist side, helping people help themselves, should mirror the association but becomes a contrast to the fact that it is also a business and we need to survive. It is NPO but still it's profit that you want to achieve … it is social entrepreneurship in that sense, so you can't think that we don't like to generate profit … but such profit goes back to Skyddsvärnet for further development, it's a big difference [compared to for-profit companies] (former employee #2).
This shows emphasis on what the organization stands for, at the same time justifying the profit component.
Logic Salience C
There is a general appreciation of Skyddsvärnet's values. A former employee (#2) is ecstatic about her former workplace saying that she still feels the same today, and stands for its values with pride because it always wanted the best and worked for the clients' welfare over economic gain. She added: "We always tried to find alternative ways even during economic situations. And it is important, otherwise it's just like any company".
According to former employee #1, in the social sphere earning money has been discussed extensively: "You can't think about money, can't think about making money, and that I think is even stronger within the NPOs. Because there you want to work from the heart and stuff instead of money first. It's an ideology". This respondent, just like former employee #2 and Section Manager #2, thinks it is important to maintain the ideals, the self-help ideology, as these are the driving force for those who do the daily tasks and part of why they seek to work at nonprofits. Another respondent said she wishes to be able to make it 'Skyddsvärnt', which means there should be a ground to stand on when developing the organization. We have our history that I think we should take with us when making decisions. We should take our vision and values as departure points in what we do today (Section Manager #2).
These statements reveal what these respondents think is the generally prevailing assumption within the sector, that nonprofit values and ideology should take precedence when making decisions and developing their organization.
Expansion and Staff Hiring
"We want to become bigger, to reach a wider clientele and do greater societal benefits" (PO Manager). As mentioned, the organization's decisions concerning service offerings and expanding geographically (especially its pace, scale and approach), are the cause of the dilemmas and tensions. Different stances on these developments are also a reflection of differences in logic salience.
Logic Salience A
The expansion has resulted in a high employee turnover and the organization witnessed a trend of -in the PO Manager's words: 'new blood' coming in. For example: I met 'N' and what she liked is that I have the business side combined with HR, and within the nonprofit sector it is ugly to talk about money but I dare say that money is very important and it can be used as something good, not bad. We need to dare talk about money in order to develop the organization. (PO  Manager) Recruitment of new employees, notably from the business and public sectors, is part of Skyddsvärnet's attempt to establish a structure to make their processes effective: When I hired both 'A' and 'C' (the PO and Development Managers) who are from a different world, it was a very conscious decision; not just [people] from the nonprofit sector who know that sector, but also something else. It's to get a wider scope of everything and a different perspective. (Director)
The need to adapt, which includes the choice of new employees is reinforced by other respondents:
My co-workers are aware that if we don't always renew ourselves we wouldn't be around for long and the market often demands new things. I think most of them understand that we operate in such a branch that is constantly changing and we should be able to adapt. (Section Manager #3)
The greater emphasis here on money, competencies outside the NPO and the need to constantly adapt to market demands reflect the influence of commercialism. Competencies from the public sector can be regarded here as influenced by market logic in relation to how markets have helped shape NPM, and how NPM (and NPG) have affected the nonprofit sector.
Logic Salience B
The Development Manager was concerned that Skyddsvärnet needed to be mindful of "how to grow, why we need to grow, not to grow for the wrong reasons and get blinded by size and success; it has to be grounded on our values; not to lose credibility … There must be a(nother) value to work with us, something that makes one proud, with sense of belonging that makes a difference, that we are nonprofit …" This statement indicates an encouragement to exercise caution over the possible implications of the decision-making around the organization's expansion.
Logic Salience C
The expansion associated with Skyddsvärnet's adaptation to the market has a downside according to a veteran Section Manager (#1) who said that "being big is the culture and the name of the game" and that many employees left because they no longer could put up with the changes that emphasize Skyddsvärnet as a commercial player more than as a nonprofit. "It is too much for an association or a workplace when people choose to leave, one should be cautious of the reason … " (former employee #1). Section Manager #1 added: I think it is dangerous to grow too much because that is not the idea behind the civil society or third sector … my feeling is that the benefit from civil society is its proximity to the target group, to the people, the close interaction, the strong connection.
Moreover, former employee #2 thought the changes -on how the organization should work forward, its objective, what they leave behind and take with them, were never-ending and posed risks over what the organization stood for: "An almost aggressive expansion can get you lost and lose something on the way; one has to find a middle pace". These statements indicate Logic Salience C and show how the sense-making extends beyond the 'now'; it encompasses and alternates between the organization's (and sector's) history and past, and an apprehension about what challenges the current changes may pose to who they are or are becoming.
Logic Salience: A Signifier of Who/what Causes Tension
The findings also indicate that tension between the forces of the market and precepts of the mission are regarded differently. For some of the respondents, the tension does not come from the increasing market salience of the organization but from organizational members who are ideologically-predisposed. The following indicates how tension is perceived and acted upon:
Logic Salience A "Tension is caused by ideals. People don't think that everything costs money … " (PO Manager). Moreover:
This tension or negativity towards earning money can be attributed to people's perception of nonprofit and in the case of Skyddsvärnet that money would just come from nowhere. It can also depend on coworkers who have been in the organization for a while and have lived and experienced another period. We have changed a lot [of people]. (Director)
Another statement from the Director strengthened the status of money by highlighting the tension caused by those who are more negatively-predisposed:
We will do what we need to do and believe in but it has to be viable financially otherwise we can't do anything for anyone in the long run when the money runs out. For me it doesn't matter but I can say that it is a continuous internal battle, when there is always someone who thinks sometimes that we make money so we do like this. But then when we do so and there's no more money you lose your job and all of us here can lose our job in two years or right away, and then we can't help anyone.
These statements when taken altogether and put into context (including the organization's financial needs and the Director's responsibility for it), not only provide a justification for the decisions to increase their market share, indicating a greater leaning towards the organization's output legitimacy (over normative legitimacy), but also signals a differentiated power position between those who are more negatively-predisposed and those who are more positively-predisposed. But tension is also considered important in seeking a balance between the logics as noted below.
Logic Salience B
According to former employee #2: "Tension is necessary otherwise it is easy to end up on the wrong side and you lose the humanistic aspect, you get lost when you chase after the next level. So you need both sides to find a balance. The statement from Section Manager #3 suggests there is a need for balance with a degree of caution, and that the two logics are interdependent: "There is always risk in growing depending on how you choose to grow. I am for a controlled growth, where we try on a smaller scale, produce processes, find methods … we should always know what we get ourselves into, if we fail what should we then do? I don't know a single company where economy is not central, so it is possible that I don't see a contradiction in it".
Logic Salience C
The following statements indicate an increasing concern about the risks and 'evils' of money at the expense of the mission:
… one has to be wary of growing too much … if you only think of money then you lose the possibility to capture such a situation [social problem] so there is a risk in professionalization that you become a big market actor and it entails risk of losing that little extra; Because we project ourselves to be those who work with people and for being humanistic, then it should not be too much … . To be completely controlled by money-making when operating in the social sphere means that one has completely lost the point. (Section Manager #1)
The tension here between earned income activities and 'charitable' purposes causes conflicts at the operating level as staff loyalties become divided between the old and the new (Skloot 1987) and the organizational raisons d'etre are placed against each other. Section Manager #1 who has seen changes over recent decades reminisces about what Skyddsvärnet had been and what it is becoming or has already become: I don't think it [profitability] is the leading intention rather the human needs come first. And there have been different cultures within Skyddsvärnet over the years, and today there is much more of an economic mindset. During the 1970s it was a lot more human. But you sacrifice yourself, you work idealistic ….
The increasing focus on economic concerns indicated by the statements above indeed signals the dangers of switching the focus away from the social mission (Ebrahim, Battilana, and Mair 2014) .
Discussion
Skyddsvärnet used to be financed by the state but now has to strengthen its market position through selling services to the institutions of the same government that terminated the organization's funding. The stability of the ideographic organizational identity usually associated with mature hybrids (Battilana and Dorado 2010) is not apparent, as suggested by the ongoing tension and the tipping towards a more market-oriented identity. This trend clearly indicates Skyddsvärnet's challenges in combining hybrid logics under one roof (Jay 2013) .
Through the aggressive commercial expansion and hiring of new staff who are more business-oriented, undertaken to ensure the survival of the organization (showing logic salience A), the tension between the competing logics (see Battilana and Dorado 2010; Myers and Sacks 2003) was diminished. Instead of selective coupling of intact demands or elements from each logic as in the study of Pache and Santos (2013) , this case reminds us of Battilana and Dorado's (2010) study of microfinance organizations in Bolivia in the sense that (the preempted) tension is downplayed in one of the studied organizations through hiring personnel free from attachments to either logic. However, the current findings indicate that although the market and mission logics can be captured conceptually as yin and yang, each with equivalent importance, the essence of this metaphor is not reflected in the organizational responses. The stronger logic salience, driven by a concern to satisfy institutional pressures to ensure survival (DiMaggio and Powell 1983) , takes precedence over social acceptance, status and identity related concerns.
The logics of market and mission, of idealism and money, were placed against each other creating incompatibilities (see e. g. Cornforth 2014; Sanders 2012). Generating profits and strengthening market position gained a stronger foothold causing uncertainty among the respondents as to who they are (Corley and Gioia 2004) : are they 'economists' or 'humanists'? Although it has been argued that the challenges of hybrids increase as the incompatibility between logics increases (Besharov and Smith 2012) , the findings from Skyddsvärnet indicate that another type of challenge -of maintaining the hybrid logics -may occur when the incompatibility is acted upon based on salience to a particular logic.
Skyddsvärnet's decision to embrace a more business orientation can be traced to the salience of key individuals towards a market logic. This deviates from the common talk on market and mission logics' comparable importance. This kind of internal response to external forces reminds us of Pache and Santos' (2012) argument that individual responses to competing logics are driven by their degree of adherence to each of the competing logics, which in turn is likely to drive how they may respond to competing templates for action. Here the tension was used by proponents of both the market logic and the mission logic to defend their respective positions. Interestingly, the tension is attributed to those who are mission-ideology predisposed and the decision to expand and recruit more business-oriented staff becomes an evident action that counters what these ideologically-predisposed represent. Hence a lessening of the tension is an inevitable bi-product. The logic they enact (Thornton, Ocasio, and Lounsbury 2012) deviates from the common talk and shows a pull towards one particular logic (Kraatz and Block 2008; DiMaggio and Powell 1983) which can dissolve the organization's hybrid state. This is an important insight and the empirical study has led us to ask why the decisions taken are more business-oriented in spite of the respondents' explicit acknowledgement of the comparable importance of both logics?
The organizational response, manifested through expansion and hiring decisions, shows that it results from consideration of both internal (e. g. general goals and values) and external (e. g. market influences) forces (Brunsson 1990) , as the two key organizational concepts in the minds of organizational members (Dutton, Dukerich, and Harquail 1994) . This implies that individuals' images of work organization shape the strength of their identification with the organization, and they appraise the appeal of these conceptions by how well they preserve the continuity of their self-concept (ibid.) that is, whether they identify more with being a 'humanist' (a mission logic) or an 'economist' (a market logic). As these identification conceptions are juxtaposed, individuals develop their logic salience to encompass a particular ideology, value or identity. How individuals align themselves with certain demands over other demands (internal or external) and how they embed these demands into decisions and strategies, reveals the ideology behind the logic with which they identify the most.
As organizations confront institutional complexity whenever they deal with conflicting prescriptions from institutional logics (Greenwood et al. 2011) , logic salience reveals how individuals relate to these multiple logics, and how a particular salience can contribute to making one of the logics dominant. As Greenwood et al. (2011) suggest, "multiple institutional logics remain in play after a dominant logic is settled". Here, Logic Salience Amanifested in a commercial expansion of Skyddsvärnet and concomitant hiring decisions, led to a market logic occupying a dominant position. Logic salience also helps us understand how logics are negotiated internally by organizational members and how the outcomes of such negotiations can possibly contribute to making one of the logics dominant (see Figure 2 ). Specifically, in the context of institutional complexity, individuals are shaped by and shape institutional logics (Pache and Santos 2012) ; logic salience is conditioned by a particular ideological preference that lies within these institutional influences. Illustration shows the three logic salience categories as conditioned by ideological identification. Logic salience becomes an enabler of an organization's responses that lead towards a lopsided hybridity -namely a more market or more mission orientation, or a reinforcement of its hybridity. Inspired by Thornton, Ocasio and Lounsbury (2012: 19) .
At Skyddsvärnet, the exercise of identifying logic salience categories has allowed the interpretations of logics, that is, the "interpretations of subgroups being often shaped by a single logic" (Greenwood et al. 2011) and the degree of adherence to logics, that is, the "individuals' degree of adherence to logics that drive their responses" (Pache and Santos 2012) to come together. Logic salience is found to encompass both the individuals' interpretations of the logics they contend with, and the degree of their inclination to any or both logics that influence their responses. Individual logic salience as an emerging concept therefore not only informs and helps explain why certain organizational responses come about, but it also identifies the salience categories in the market-mission hybrid spectrum where individuals and groups are situated.
The expectation of hybrid organizations to maintain dual mandates (Battilana and Dorado 2010) complicates the kind of institutional complexity they experience (Greenwood et al. 2011) . The influence of individuals in decision-making who favour one logic over another has both theoretical and practical implications. The enabling function of individual logic salience disables the walking of the talk, reinforcing what Waldorf, Reay, and Goodrick (2013) argue that logics can simultaneously constrain and enable action (see Figure 2 for an illustration). Thus the negotiated order in hybrid organizations results from a combination of means (output legitimacy) and the ends (normative legitimacy) (Nevile 2010) . Institutional logics are 'represented' and given voice (Pache and Santos 2010) through the logic salience enacted by actors (Zilber 2002) and manifested in various organizational actions such as hiring and expansion decisions, and the oppositions to these actions.
While certain power positions must be occupied by individuals in order for their logic salience to shape and enact organizational responses, this does not preclude remaining organizational members 3 from making sense of the logics that they may contend and identify with. In practical terms, regardless of structural position, all organizational members try to make sense and respond to competing logics according to their own logic salience and ideological predisposition. This realization can help non-profit leaders to understand their own and their members' responses to competing logics.
Concluding Remarks
This case study differs from related studies (e. g. Battilana and Dorado 2010; Pache and Santos 2013) in terms of how it treats the individual responses to hybrid logics. I propose the concept of logic salience to capture agency through the adherence of actors to a particular institutional logic under conditions of organizational hybridity. Logic salience serves as an enabler whereby individuals' salience to a particular logic conditions organizational responses. If a particular salience becomes dominant, it means that the organization becomes more market-oriented or more mission-oriented, respectively. This in effect results in a lopsidedness in hybriditya precursor to a possible collapse of hybridity (Kraatz and Block 2008) as our case study suggests. However, if an intermediate salience becomes dominant, the hybridity is reinforced as it is anchored between the opposites that define the market-mission spectrum of hybrid logics. This is illustrated in Figure 2 .
Insofar as logic salience is conditioned by individuals' ideological preferences and identification, I anticipate that logic salience may also be used in studying management and organizational responses in any hybrid context beyond the third sector. Since the increasing marketization of NPOs is primarily due to outsourcing and funding challenges, studying the public policy and the role of NPM and NPG would further our understanding of how policies affect nonprofits.
How Skyddsvärnet responded to the competing logics exemplifies how similar nonprofit actors may respond to funding scarcity or cessation, with direct implications for both their financial survival and mission effectiveness. Nonprofits' funding structure and their collaboration with governments in the delivery of public services contributes to the emergence of nonprofit hybrids, a development of great relevance for research, practice, and not least for policy. Specifically, this paper highlights the under-theorization of the hybrid concept within the public administration and nonprofit literatures (Skelcher and Smith 2015) . Of particular relevance are the possible long-term implications as nonprofits, like Skyddsvärnet, continue to act as the public sector's surrogate in delivering public services through contracts and tenders (Walsh 1995) . What such arrangements imply for the future of nonprofit-government relations (Young 2000) is especially important as nonprofits become a dominant means for providing public services.
Failing to do what is right, and prioritizing what is commercially viable due to market pressures, can undermine nonprofits' commitments to their core values (Young and Salamon 2012) . Public policymakers need to recognize that if nonprofits are to achieve their social goals -especially where the goods they provide are socially-valuable but privately-unprofitable -as was the case with Skyddsvärnet, they need access to other sources of revenue divorced from selling private goods or responding to government demands that conflict with their missions (Weisbrod 1998,173) .
The position, background and length of tenure of organizational members could each (or in combination) have a strong bearing on forming members' logic saliences (i. e. profession-related salience) and therefore also deserve future research attention. As a single case study, this paper has only sought analytical relevance.
